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The review team visited four youth work sessions, one at each of the youth service venues. The team
observed the work of staff, spoke with young people at the sessions visited and met with full and part
time staff of the service.

The team met as a group with the Minister for family, youth and community affairs, and with the
senior youth worker. Individual meetings were held with representatives of the education
department, social services, the police, the sports authority and staff of the two secondary schools, as
well as the Girl Guides, Scouts, Duke of Edinburgh’s Award and the JM Foundation.

Overall the quality of youth work seen and the standards of young people’s achievement were good.

Gibraltar is ambitious for its young people and this is reflected in the broad range of youth provision
available in both the statutory and voluntary sectors.

Systems in place to secure youth work are satisfactory, but the service needs to articulate its vision
and values more clearly, measure needs more accurately and set clear targets for service delivery and
outcomes for young people. The service is aware that many of its policies and procedures require
updating, and commissioned this review accordingly.

Resources can be best used to the advantage of young people by developing

• breadth and clarity of vision of the outcomes Gibraltar wants for its young people (to maximise
the potential of all young people to develop and contribute)

• full recognition of the contribution of the voluntary sector (both traditional and emerging) to
positive outcomes for young people

• enhanced roles for full-time youth workers that better reflect their grade

• more investment in part time staff and their training and support to increase the level of service
contact with young people

• introduction of management systems and quality assurance arrangements to target more young
people, including those in need, and to measure participation, outcomes and distance travelled
and assess the quality of contacts

Transferability June 2008 
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Commentary on achievement and practice
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1.1 Young people’s achievement and the quality

of youth work practice were good overall at
the sessions visited, with one session rated as
adequate and one as excellent.

1.2 In the best work well planned programmes
responded accurately to needs identified
with young people.
Excellent planning and delivery characterised a workshop
theatre performance held at the Gibraltar Youth Centre.
Here, over 20 young people – in front of an enthusiastic
audience of family and friends – presented drama and
showcases exploring a range of issues including prejudice,
drugs and alcohol, teenage pregnancy and crime.
The session was the culmination of a 10-week programme
which had clearly engaged and stretched the young people
participating. They took responsibility for their own
performances and were able to articulate what they had
learned (confidence, new friends, recognising the impact of
drugs) through their involvement.
Further, the youth work practice was of very high quality –
with excellent programme planning and leadership that
focused on the needs of all those involved. The project’s
partnership with a specialist arts organisation adds value
by providing production and theatre skills for young people.
The youth centre itself provides a good, “young-people
friendly” venue and the programmes offer a broad
curriculum range. There is scope for young people’s
learning to be accredited in future.

131.3 Young people's feedback is very positive.
They enjoy the provision and good relations
with youth workers. Some enjoy the
challenge of additional responsibilities.

1.4 Good sessions offered a balanced activity
programme, with opportunities to develop
and progress.
At the Dolphins Youth Centre, young people participated
well and showed good, sustained achievement in a
cookery session, part of a programme of preparing food
reflecting cultures around the world. They enjoyed a
competitive (but respectful) football match, managing size
and age differences well. Some have been recruited as
mentors in a forthcoming summer programme. Young
people showed ambition and determination in discussing
career plans with their peers.
The youth workers provided a good balance of support
and challenge and demonstrated good leadership and
community involvement. The summer mentors’
programme is well planned – part of a strategy to support
members in the transition to the ‘senior’ group at the
club. The staff evaluation session was well-led. The centre
has many photographs showing evidence of the range of
work undertaken.  Healthy eating choices (including the
centre’s vegetable garden) are part of the curriculum,
along with sport, environmental projects and educational
visits. The session visited was dominated by young men –
planning for the inclusion of more girls in the programme
would be valuable.

1.5 Programmes were generally of good
relevance to users. However a more
systematic service–wide approach to needs
assessment and planning would further
enhance the work.
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1.6 Trips and residentials are a regular and

valued feature of youth work in Gibraltar.
There were good youth work interventions with over 20
members at an open-access session at Plater Youth Centre.
Young people were respectful of each other. They spoke
highly of their recent Moroccan residential, analysing the
challenges it had provided to their perceptions and
prejudices. Others discussed issues of bullying or prepared
posters for a club football tournament. Staff engaged well
with members, tackling behaviour issues and supporting
discussion and reflection on the residential. The Centre
would benefit from further improvement to the décor to
make it visually more appealing to young people and a
more challenging range of activities with a sharper focus
on learning outcomes for young people.

1.7 A ‘drop-in’ session provided satisfactory
standards with friendly relationships
amongst young people and with the staff.
The Laguna Youth Centre provides a valued, regular venue
for local youngsters to meet and socialise.  Youth workers
offer individual support and counseling when needed and
record young people’s progress. But, in the session visited,
expectations were pitched too low and there was
insufficient challenge or interest to keep young people
involved for long. The centre is bare and uninviting in
appearance with little evidence of ‘ownership’ by young
people. Noise levels and the absence of quiet areas make
individual or small group discussions difficult. There is
scope to review and improve the physical layout and to
develop more focused projects and programmes in future.

 1.8Youth workers’ own evaluations of their
practice are detailed and thorough.

1.9 Monitoring of provision is inconsistent. One
youth worker was able to detail the total number
of individual young people worked with over the
previous year and provide a detailed programme
for the past and current 12 month period, but
this is not generally the case.

1.10 Work in secondary schools with young people
experiencing difficulty in accessing the
curriculum is highly regarded by school staff,
although there is no formal measure of impact.
Both schools would like more input from youth
workers: West Side identified a need for work on
social skills with high achievers, and Bay Side
would value off site opportunities for boys who
struggle with the structure of school life.

1.11 Whilst young people are learning and achieving
there are few mechanisms in place to enable
young people to celebrate and own their
learning journey, or to transfer that learning to
other contexts. Investment in volunteering and
accredited opportunities would help achieve this

1.12 There is scope to reach out more to potential
users, to ensure a balanced gender and ethnic
mix and to endeavour to meet the needs of more
young people overall. There is a recognition at all
levels that the service could do more to meet the
needs of Moroccan and Jewish young people and
those in public care.
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Commentary on curriculum and resources
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2.1 A wide range of activities are on offer and

the pattern of provision via four buildings is
adequate. Opportunities for young people
are enriched by good programmes run by
voluntary groups. Other services for young
people such as counselling, information and
advice services are not provided. The offer by
the professional service is unnecessarily
constrained by rigid opening times and too
great a reliance on a ‘drop-in’ format.

2.2 Guidance on appropriate curriculum to meet
needs is weak. The service could do more to
explain its skills and potential to young
people, parents, other government agencies
and the public. To do this it needs a better
and more comprehensive view of young
people’s needs and a clear strategic statement
of Gibraltar’s ambition for its young people.
The service needs government guidance on
national ambitions for young people to
maximise their potential and contribution,
developing character and resilience.

As a starting point the five outcomes of the
UK “Every Child Matters” document may be
appropriate, more especially in the context of
the forthcoming Gibraltar “Children’s Act”.

2.3 Similarly, European Social Fund
documentation summarises Gibraltar’s
Regional Development Strategy as

consolidation of existing private sector jobs;
creation of new sustainable jobs;
diversification into new  areas of activity;
encouragement for the introduction of new
technology and IT in the labour market; and
encouragement for a larger proportion of
women to enter the job market. The
document goes on to state

“ The Government of Gibraltar recognises that
in order to meet this strategy all citizens must
have the chance to realise their potential,
through education, training and work. Its
main objectives in these areas are:

• ensuring that all young people reach the age
of 16 with the required skills, attitudes and
personal qualities that will give them a secure
foundation for their future in a rapidly
evolving labour market;

• developing in everyone a commitment to
lifelong learning; and

• helping the unemployed access the labour
market through programmes of job seeking,
placements or through occupational training.”

2.4 The Youth Service is well placed to contribute
to this strategy as a major influence on young
people, their aspiration and self efficacy by
providing  opportunities in their leisure time
to develop interpersonal and organisational
skills that are transferable to employment.
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Commentary on curriculum and resources
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2.5 A comprehensive statement of the role and

function of youth work is set out in the UK
“National Occupational Standards for Youth
Work” and the Government may wish to
consider adopting these standards although
the purpose and values section requires to be
adapted to the local context and for clarity.

3.1 Resources, both human and material could
be deployed more effectively. There are
sufficient full-time professional posts for the
service to undertake its present functions,
and although the post of Senior Worker is
overcommitted, there is ample scope with
the current full-time staff group on their
present grade for delegation of some
management roles.

3.2 To increase its overall capacity for direct
work with young people the Service should
consider extending the part-time work-force,
possibly with sustainable substantial posts to
provide continuity. Part time staff should in
general have similar terms and conditions to
their full time colleagues. (In the UK this
would be a legal requirement.) The service
should consider an appropriate contract for
part time employees, both in the interests of
its own efficiency and to provide job
security. Casual or fixed term employment
can still be offered for short term projects.

3.3 Opportunities for workers’ training and
development are in place. There is evidence of
supervision systems being effective in
identifying the need for change in working
practice, and good evidence of impact.
Supervision, training and development for
part-time staff need to be provided more
systematically.

3.4 Ultimately, professional development is
constrained by limited career opportunity in a
small service in a small community. This is an
issue across the public service in Gibraltar and
beyond the scope of this review to address
fully. However creative exploration of possible
career routes should be considered in the
interest of service efficiency.

3.5 Buildings in use by the service are generally
well located and are fit for purpose. The decor
and informal learning environment at the
Laguna site could be improved. Possible
developments affecting Montague Bastion
offer an excellent opportunity for further
improvements to accommodation. Overall,
buildings are too often under-utilised.

3.6 There is scope to update the learning
resources in use by the service. In particular
access to IT in youth work settings is
insufficiently developed.

Transferability June 2008 
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Commentary on management
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4.1 The need for clear strategic leadership has

been reported under curriculum above.

4.2 The written terms of reference for the
service are clear and adequate. A two–page
document, “Defining Youth Work in
Gibraltar” states the broad purpose and
aims clearly. There is scope for updating
and extending the document to reflect
current practice and an emerging vision of
what the service might achieve.

4.3 Other current policies are contained in a
“manual” which offers clear operational
guidance to youth workers on practical
matters. Some aspects are aspirational (for
example the “Youth Work Pledge”). The
manual requires review and updating, with
new material to reflect current practice (for
example  quality assurance) and emerging
legislation. Most elements of the manual
are administrative matters within the remit
of the Senior Worker: a few reflect policies
and standards which warrant ministerial
approval. The latter include the overall
scope, purpose, vision and values of the
service,  quality assurance arrangements,
workforce development policy, curriculum
policy, young people’s voice and influence
and these should be scheduled for review
and formal approval over the next year.

4.4 Needs assessment is underdeveloped by
current standards. At a macro level some
analysis of issues and pressures affecting young
people is needed before the service capacity to
respond can be considered. There are minimal
published figures on needs, although the ESF
plan 2007 –13 cited above does refer to 200 15
- 19 year olds not in education or employment
or at risk.

4.5  Locally workers have a good awareness of the
needs of the young people they are working
with but lack common processes for assessing
these systematically. There are no
arrangements for assessing wider needs or
reaching out to young people in need. There is
limited capacity therefore to respond to
emerging needs or to reach out to vulnerable
groups in the times and places they might need
support (for example there are no programmes
to address school holiday alcohol misuse).

4.6 Use of information on who is reached, where,
and to what purpose is underdeveloped.
Although there may be merit in a “names not
numbers” approach to educating and
developing people in a small community, the
lack of data to support planning and empower
organisational change is a weakness that needs
to be addressed if the service is to fulfil its
potential and be properly accountable.

Transferability June 2008 
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Commentary on management
G

ib
ra

lta
r 

Yo
ut

h 
Se

rv
ic

e 
R

ev
ie

w
5.1 Operational management is good. The Senior

post covers this area and is also responsible
for strategic development, voluntary and
community liaison, and has direct
responsibility for many administrative tasks.
The post holder has high credibility, good
experience and has overseen a period of
strong development. The priorities for the
immediate future should be developing the
strategic vision and values and advising the
government accordingly, in order to be able
to build capacity in the paid staff to develop
fundamental systems and processes, and to
continue the good partnerships with the
voluntary sector. This needs to include
agreement on the youth service’s strategic
links and contribution with schools, the
police, health and social services and other
agencies working with young people.

5.2 A clear strategy is needed for succession
planning for the senior post. There is no
accurate, up-to-date job description for the
post and this needs to be remedied. The first
step is a job analysis of the postholder’s
current role, followed by a re-prioritisation
of the work with alternative arrangements
for duties that could be undertaken by
others. The post represents the government’s
key adviser on youth work policy and all
professional matters. A support structure

is needed for the post and will become essential
for any successor.

6.1 The Youth Service has been encouraging young
people to develop their voice and influence in
the service, but there is no general public
policy in this area.

6.2 There are good examples of young people’s
involvement in planning their sessions and
contributing to development at a local level.
Issues raised in evaluations of recent projects at
Montague Bastion have led directly to
subsequent programmes. Young people at
Dolphins’ youth club who are in transition
from the Junior to Senior group are involved
as mentors in a summer programme.

6.3 Following an exchange visit with Bracknell in
the UK a group of young people involved with
a citizenship project were instrumental in
forming a National Youth Council. This is now
in abeyance as the group involved are
continuing their education in the UK, but the
service should build on this positive initiative
to develop a sustainable opportunity.

6.4 Young people are also represented on the
Youth Advisory Council, but overall there is
too little involvement by young people in
identifying desirable outcomes or in specifying,
managing, and assessing their service.

Transferability June 2008 
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6.5 The government may want to consider

adopting the ‘Hear by Right’ standards for
securing young people’s voice and influence,
either within the Youth Service or more
generally.

7.1 There is potential for enhancing the role of
the Youth Advisory Council (YAC). Policy
decisions are made by the Minister in
consultation with government and the
Minister can then decide what issues will be
informed to the YAC as government policy,
what can be presented to the YAC for
consideration or advice and what are simply
delegated to the Senior Youth Worker for
action.

7.2 There may be some scope for giving the YAC
some limited delegated decision making, for
example making an Award for voluntary
service, or to young people for achievement.
Groups like YAC often administer minor
grant programmes. In the UK young people
are gaining a voice over elements of the
Service budget through the introduction of
the Youth Opportunities Fund and the
Youth Capital Fund and this could be
promoted through a young people’s section
of the YAC.

7.3 The YAC can also be used to showcase
innovation and good practice in the public and
voluntary youth sectors. For example the Girl
Guides have a well established peer education
programme that has good potential to link
with similar work in the public sector, if it
were developed.

7.4 Furthermore the voluntary groups are
independent providers and the YAC can
become an important and useful venue for
joint planning on the strategic response to
youth needs.

7.5 Development of the YAC role does not in itself
require extended consultation: a report from
the Senior Worker to the Minister outlining
options, potential benefit and any risks will
suffice.

Transferability June 2008 
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R1 Youth Workers should consider providing

opportunities for young people’s learning to be
accredited, and should identify with them the skills
they develop that are transferable into other
contexts, such as work or further study.

R2 Youth workers should reach out and contact young
people systematically  (keeping full records) in their
neighbourhoods and through schools and interest
groups to identify young peoople’s needs (within a
policy framework to be defined) and create with
them enhanced and enriched development
programmes with clear outcomes for young people.

R3 To increase professional contact time with young
people expansion of schools’ work should be
considered, for example youth workers can provide
pastoral support for students seeking early entry to
College vocational options. Short term off-site
programmes, aimed at pupils’ re-integration into
the normal curriculum, could be offered, subject to
Education and Training department policy.

R4  (Subject to any provisions within the proposed
Children Act 2008). A policy group of senior
stakeholders / managers (facilitated by the Senior
Youth Worker) should be charged with establishing
under ministerial guidance a high level strategic
statement of national vision and values for young
people for consideration by the government. The
process should include an element of public
consultation, including with young people and with

the voluntary sector, but ultimately needs to be a
national vision and values.

R5 The statement should include best hopes for young
people in terms of what they might achieve, how they
can contribute and the personal resources and
characteristics they need to develop their potential. It
should take into account pressures young people may
experience in their homes, their peer groups and in
education, and include consideration of groups such
as 15 year old leavers, young people in public care,
minority groups and those vulnerable or at risk.

R6 With the vision in place the youth service should take
a structured approach to assessing young people’s
needs (including those at risk) and recording
achievement. Until the vision is there the service
should make a start using the UK five “Every Child
Matters” outcomes

• be healthy

• stay safe

• enjoy and achieve

• enjoy economic well-being

• make a positive contribution

Brief practical guidance on how youth work can
contribute to these outcomes should be developed
using available models in consultation with all staff.
A key principle is to retain flexibility so that each
young person and group can achieve outcomes
relevant to their personal needs and circumstances.

Transferability June 2008 
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R7 Targets should be set on the percentage of young

people the service aims to reach (25% in the UK)
and the proportion participating actively (15% in
the UK). In Gibraltar the nature of the community
and the strong contribution from the voluntary
sector indicate high levels of participation should
be possible. In the UK, recorded and accredited
outcomes have also been given Best Value
Performance Indicators but these are no longer
compulsory and the recommendation would be for
the Gibraltar Youth Service to “wait and see”
what might become best practice in this area. In
the mean time evaluation of impact of youth work
should be conducted on a case study basis

R8 Formal reporting to the Minister in a standard
format should be introduced for major policy issues
requiring a decision and for reports on needs, on
planning and on outcomes and impact of youth
work programmes.

R9 The government should endorse the UK National
Occupational Standards for youth work (2008)
with a locally adapted vision and values statement
to reflect the Gibraltar context. These latest
standards should form the basis of future
professional youth work  the government requires
in Gibraltar and inform staff training.

R10 The government should consider the implications of
its labour market strategy for work with young
people, looking at

  a) the potential for the youth service to contribute more
actively to helping young people acquire transferable
skills.

  b) whether there is a need for development of more
systematic careers guidance for young people. (In the
UK these services are becoming combined, sometimes
with other provision, into integrated youth support
services).

  c) what potential there might be for encouragement of
private sector partnerships in provision of youth
activities and additional co-operation with the
voluntary sector for outcome driven funding
arrangements.

R11 The Service should consider its staffing requirement
and structure with the aim of

 a) making the post of Senior Worker more manageable,
reducing the post holder’s operational responsibilities
to enable more strategic development

  b) allowing management responsibilities to be delegated
to full time youth workers, consistent with their
current grades

  c) increasing the part time paid establishment, with
staff on appropriate permanent contracts to be
negotiated, as the most cost effective way of increasing
the direct delivery of youth work

Transferability June 2008 
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R12 Up-to-date job descriptions should be provided for

all posts in the service.

R13 An on-going professional support arrangement for
the Senior Worker is recommended.

R14 The Service should consider how it can undertake
regular observation of youth work, with feedback
to staff. Peer observation could be an option, with
appropriate training. Alternatively the service
could commission consultants to undertake this
work on an ongoing basis.

R15 To ensure that young people from minority groups
are able to access youth provision it is
recommended that work via established or new
voluntary groups be considered, and that the
service employs staff from the minority
communities to work with them. When existing
staff are deployed to work with particular groups
the introduction should be via a trusted adult.
Terms of reference of the work should be clear. It
may be necessaary to set up separate provision for
groups in the first instance. Progression in the
work should include opportunities for young
people to interact with other groups on matters of
common interest and socially.

R16 The government may also wish to consider the
desirability of having staff progression options
(including retraining) into other areas of public
service for youth workers as the promotion
opportunities within the field are so limited. This
may be considered as an element of a workforce
development strategy.

R17 The role of the Youth Advisory Committee should be
clarified so that it has some consultative role in
addition to advising the Minister. This could include
dialogue between the professional and voluntary
sectors and limited delegated authority and a role
for young people in specifying / commissioning
services they aspire to.

R18 The government should consider whether to
implement the “Hear by Right” standards for
promoting young people’s voice and influence.
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